Discussed in the Brief: An NIJsponsored evaluation of the implementation of three demonstration programs for male juveniles that explored how the adult boot camp strategy could be modified to serve the unique needs of juveniles.
q The sites formed active publicprivate partnerships, developed and refined coherent program rationales, and opened on schedule.
q First-year boot camp completion rates were high, ranging from 80 percent to 94 percent.
q Youths improved in educational performance, physical fitness, and behavior. Ratings of youths in respect for authority, self-discipline, teamwork, and personal appearance also improved significantly.
Despite the rapid growth of boot camps for adult offenders throughout the 1980's in the United States' adult correctional system, the juvenile system did not immediately adopt boot camps because of questions about their appropriateness for young offenders. But as the population of juvenile offenders increased sharply and caused overcrowding at facilities, correctional officials began to take a hard look at boot camps as a way of preventing less serious juvenile offenders from embarking on a life of crime and institutionalization.
Could the adult model be adapted to the unique correctional needs of juveniles? To find out, the Office of Juvenile Justice and Delinquency Prevention (OJJDP) funded demonstration programs at three sites to develop prototypical camps and aftercare programs for male juveniles. Applicants were selected in Cleveland, Ohio, Denver, Colorado, and Mobile, Alabama, through a competitive process.
1 OJJDP directed the grantees to identify adaptations of successful adult programming that would make the boot camp sanction suitable in a juvenile setting. Each site received an initial 18-month grant for planning and implementation beginning in March/April 1992.
After OJJDP selected its demonstration sites, the National Institute of Justice (NIJ) sponsored a 2-year evaluation that focused on boot camp implementation and the firstyear experiences of participants from April 1992 to March 1993. 2 This Research in Brief report discusses the evaluation's methodology, the programs' goals, the characteristics of participants, and each site's implementation activities, including participant screening, boot camp programming, and aftercare services. Ideas are then offered for other jurisdictions to consider when planning and implementing juvenile boot camps.
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Boot camp and aftercare staff designated at each site to help gather information also aided in resolving inconsistencies among data sources. To supplement their efforts, the evaluation team made an average of five visits to each site to observe the camps' operation and interview participants, administrators, staff, and other grantee representatives. The evaluation team also kept in frequent contact with key boot camp and aftercare staff by telephone.
Program goals
The agenda for the demonstration programs was ambitious. It mirrored that of adult boot camps in that adjudicated, nonviolent offenders were placed in an environment emphasizing discipline and work, but it also required that treatment and rehabilitation be the ultimate objectives of all boot camp and aftercare activities. More specifically, the programs were to:
q Serve as a cost-effective alternative to institutionalization.
q Promote discipline through physical conditioning and teamwork.
q Instill moral values and a work ethic.
q Promote literacy and increase academic achievement.
q Reduce drug and alcohol abuse.
q Encourage participants to become productive, law-abiding citizens.
q Ensure that offenders are held accountable for their actions.
Characteristics of participants
During the first year, the Cleveland site admitted 119 youths, the Denver program admitted 76, and the Mobile site ments, and criminality of family members and friends.
Beginning of boot camp. When possible, participants' performance was rated in a number of areas, including behavior, attitudes and values, literacy and education, and physical fitness.
End of boot camp. Staff at each site reported participants' dates of graduation or reasons for leaving the program prematurely; measured any change since the beginning of camp in behavior, attitudes and values, literacy and education, and physical fitness; and noted participants' requirements for special services.
Five months after graduation. Staff reported on how participants were faring in aftercare. Of particular concern was why graduates who were no longer participating in aftercare had dropped out, their residence and educational placement during aftercare, and disciplinary action in response to serious misconduct or lack of attendance. Active participants in aftercare were asked to rate their experiences and describe changes that had occurred in their attitudes and values, behavior, and expectations.
End of the demonstration's first year. Boot camp and aftercare staff reviewed the performance of first-year platoons, and gave descriptive evaluations of offenders who completed both the boot camp and the aftercare phase, as well as those who did not.
Data collection covered all youths admitted to the sites in the demonstration's first year. Although as much information as possible was collected on participants in the areas listed above, some sites were not able to measure progress in physical fitness and educational achievement.
Issues and Findings
continued . . .
q Youths who graduated from the 3-month boot camp and remained in aftercare for at least 5 months reported positive changes in attitudes and behavior.
q Estimates of daily costs per youth indicated that the boot camps appeared to be more cost effective than State or local correctional facilities.
The evaluation found less success in these areas:
q Two programs were disrupted by high staff turnover and all struggled to find appropriate and effective disciplinary measures and a clear-cut termination policy.
q Staff found it difficult to achieve a healthy balance between programming emphasizing military discipline and programming focusing on remedial education and counseling.
q The aftercare phase was hampered by high levels of absenteeism and noncompletion. Nearly half of the youths who entered aftercare dropped out, were arrested for new offenses, or were terminated for not complying with the programs' aftercare rules.
More information is needed on why aftercare is hampered by high levels of absenteeism and noncompletion and what can be done to lower those rates. In addition, more information is needed on recidivism over the long term as well as on the costs of other alternatives to incarceration.
Target audience: Correctional officials, policymakers, juvenile judges, probation officers, and researchers.
R e s e a r c h i n B r i e f R e s e a r c h i n B r i e f In keeping with OJJDP guidelines, the programs targeted male delinquents likely to become further involved in the juvenile justice system and excluded youths with violent criminal histories. Most youths selected for the programs had committed a property, Overall, administrators and staff at each site reported that implementation of the camps proceeded smoothly. Interviews with a sample of youths from early platoons suggests that while youths initially found it difficult to adjust to the camps' demanding regimen, many viewed the programs as a challenge and a positive influence on their lives, and particularly enjoyed being in better physical condition and mastering military drills.
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However, two sites, Cleveland and Mobile, were hampered by high staff turnover attributed to burnout and low salaries. For these programs, having to replace and train new instructors was a significant disruptive factor.
Staff also reported that the programs had some difficulty achieving a healthy balance between adhering to the strict requirements of a military model and addressing the unique correctional needs of juveniles. Instructors and counselors with military backgrounds, for example, cited the frustration of trying to adjust to youths who were younger, more defiant, and less accustomed to structure than military recruits. On the other hand, staff without military experience were not familiar with military procedures and drills, and many favored rehabilitation over the military model.
All of the programs struggled to find disciplinary measures and a clear-cut termination policy that would not only have an impact on juveniles' negative behavior and attitudes, but would also contribute to their genuine rehabilitation. To that end, Cleveland and Mobile used a setback sanction that recycled unresponsive youths through parts of the program before their graduation or termination.
Aftercare services
In recognition of the crucial role aftercare services play in the rehabilitation of delinquent youths, aftercare programming was an integral part of the programs. In designing that phase, OJJDP stipulated that the sites utilize their community's employment, education, and drug testing and treatment resources and orient the program to continue enforcement of the discipline and character instilled in youths during the boot camp phase.
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The sites differed widely in the type of aftercare services they offered their graduates. In Cleveland and Denver, youths attended aftercare centers created for them by the programs, while in Mobile, graduates were "mainstreamed" to seven local Boys and Girls Clubs. Denver's aftercare services focused on academic instruction and were offered in an atmosphere resembling a small private school. Youths were referred to other providers for nonacademic services such as drug counseling. Cleveland's center, on the other hand, was the hub of daily counseling and support services in addition to operating an alternative school. Youths in Mobile were expected to participate in afterschool and evening activities at their neighborhood Boys and Girls Club. There was no centralized aftercare center.
Overall, of the three sites, Cleveland offered its graduates the most comprehensive aftercare program, reflecting that site's greater commitment to rehabilitation and counseling. Cleveland also was the only site to employ a fulltime vocational services counselor and a family services counselor.
Impact on behavior and costs
The demonstration programs met their most important objectives: they showed that the boot camp model can be adapted to the juvenile justice system, that it can be implemented in different areas of the country, and that it can serve a range of ages. What the demonstration did not conclusively show is that the programs were effective.
Boot camp phase. The demonstration did indicate that short-term success was possible in the residential phase. Data suggest that youths improved their educational performance, physical fitness, and behavior, and most participants graduated at each site. In Cleveland and Mobile, where staff R e s e a r c h i n B r i e f tested educational achievement at entry and at graduation, youths gained an average of one grade level or more over the 90-day term. Drill instructor ratings of participants' respect for authority, self-discipline, team work, and physical appearance also improved substantially, particularly in Denver and Mobile. More important, youths surveyed shortly before they returned to the community and entered aftercare believed that they had significantly changed the direction of their lives.
Aftercare phase. What appeared to be a promising prognosis for youths' adjustment during the residential phase changed when they returned home. Without the 24-hour surveillance and regimentation of boot camp, youths soon reverted to old patterns of behavior.
All three programs reported high attrition rates for noncompliance, absenteeism, and new arrests. No site graduated more than 50 percent of its aftercare participants, and half of all terminations were caused by new arrests. In Denver, the first-year failure rate of youths in aftercare reached nearly 71 percent. (See exhibit 4.) Mobile terminated fewer youths in aftercare and had fewer rearrests than the other sites, most likely because they selected youths with less serious delinquent histories than did Denver and Cleveland.
One factor in this lackluster performance was the programs' inability to keep graduates involved in activities. None of the aftercare programs found effective incentives to attract regular attendance, and absenteeism was a significant problem at each site. In Mobile, case supervision in aftercare remained the responsibility of participants' probation officers and courtassigned case managers, making it difficult to identify youths not attending their assigned clubs and to take effective remedial action.
Moreover, the programs did not maintain the intensive discipline and regimentation of the boot camp phase, the withdrawal of which was associated with the breakdown in graduates' focus and motivation. 
Considerations for future juvenile camps
The NIJ evaluation identified a number of areas in which the experience of the demonstration programs could benefit the planning and implementation of other boot camps for juveniles.
Developing an effective program rationale. Because this sanction's main objective is changing the behavior of young offenders, juvenile programs should develop a strong rationale for each of their program activities and clear expectations of what those activities are to accomplish.
To run smoothly, a program's staff and participants need to understand and support its design and purpose. In programs that have multiple agencies monitoring youths, the responsibilities need to be spelled out in detail, and youths must know who will hold them accountable for misconduct.
Balancing militaristic and rehabilitative elements. A military structure gives youths the discipline and structure they need to focus on changing their behavior and attitudes. Some youths are more accepting of treatment if it is delivered in a tightly controlled environment. However, without also addressing the educational, psychological, and emotional needs of youths within that structure, rehabilitation cannot be a realistic objective of any juvenile sanction. The effects of discipline, an important motivating tool when youths can be closely monitored, may quickly dissipate once offenders leave the boot camp environment.
Selecting appropriate youths. Juvenile programs should carefully define and select their target populations in light of program goals for rehabilitating offenders, reducing recidivism, and containing costs. Judging from the camps' graduation rates, it appears that the criteria successfully identified many youths who could tolerate the boot camp regimen. It was found, however, that youths with prior incarcera-R e s e a r c h i n B r i e f tions were less likely to survive in aftercare.
The high attrition rates raise questions as to whether these programs struck the appropriated balance in selecting more and less serious offenders.
